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Preface
This MAS practice aid is one in a series intended to assist practitioners in
applying their knowledge of organizational functions and technical disci
plines in the course of providing management advisory services. The
Summers and Knight study, Management Advisory Services by CPAs,
published by the AlCPA in 1976, has subdivided such knowledge into
seven areas: executive planning, implementation, and control; finance
and accounting; electronic data processing; operations (manufacturing
and clerical); human resources; marketing; and management science.
Although these practice aids will often deal with aspects of those seven
areas in the context of an MAS engagement, they are also intended to be
useful to practitioners who provide advice on the same subjects in the
form of an MAS consultation. MAS engagements and consultations are
defined in Statement on Standards for Management Advisory Services 1,
issued by the AlCPA.
This series of MAS practice aids should be particularly helpful to
practitioners who use the technical expertise of others while remaining
responsible for the work performed.
MAS technical consulting practice aids do not purport to include ev
erything a practitioner needs to know or do to undertake a specific type
of service. Furthermore, engagement circumstances differ, and, there
fore, the practitioner’s professional judgment may cause him to conclude
that an approach described in a particular practice aid is not appropriate.
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Introduction
Scope of This Practice Aid
The purpose of this practice aid is to provide the practitioner with informa
tion concerning the selection and implementation of dedicated word proc
essing systems. The practice aid will follow the steps taken in an MAS
engagement to assist a client in utilizing these increasingly sophisticated
systems, which play an integral role in office automation. A practitioner’s
assistance with word processing systems may be limited to an informal
response to a question, or it may involve an engagement requiring consid
erable time, research, and effort. In an MAS engagement the client would
be involved at all key points, and the final decisions would be made by
client management and not the practitioner.
The equipment and techniques used in word processing are changing
rapidly, and the equipment that is best at this time may not be best in the
future. Accordingly, this report focuses on general approaches and does
not advocate any particular types of hardware or software.
Word processing, as a function, may also be performed on micro
computers that are used for many other functions as well. While some of
the information contained in this practice aid can be useful for micro
computer systems, the aid focuses on installation of a system to be used
primarily for word processing. Such dedicated systems are usually appro
priate in client operations requiring a high volume of correspondence and
form or document preparation, particularly of a repetitive nature. For other
clients, microcomputer-based word processing may be adequate, less
costly, and allow for other applications as well.
While this aid deals with a situation in which the practitioner assists a
client in selecting and implementing a dedicated word processing sys
tem, many CPA firms might consider using such a system in their own
offices and may find the following information useful for such a project.
Word Processing Uses and Benefits
Word processing is a significant advance over standard typing, both in
ease of input and quantity and quality of output. The total benefits to the
client depend on the typing work load and the value that typed reports
have to the business. The manner in which typing is performed at the
client’s office also has an impact on the eventual benefits of a word
processing system.
Word processing offers a new dimension in terms of efficiency, cost,
and ease of operation. Employees like it because their work becomes
easier. Supervisors like it because work is processed with less pressure.
Word processing sharpens typists’ skills and can significantly increase
production over manual levels.
1

There are several ways to use word processing systems. However, it
is important to realize that the applications for word processing extend far
beyond text entry and editing operations, which are generally considered
its fundamental purposes. Production, reproduction, storage, transmis
sion, and retrieval are other important uses.
Specific Uses

Specific uses for word processing include, but are not limited to, the
following:
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•
•

Typing general correspondence
Typing standard forms and contracts
Typing repetitive letters to multiple users
Typing mailing labels
Editing text
Checking spelling and grammar
Automatically generating a table of contents
Communicating text to remote locations
Communicating text for automatic typesetting
Interfacing with external data bases
Capturing data for later processing
Sorting data
Extracting data from previously input documents
Performing simple computations
Establishing archives
Maintaining checklists and calendars
Maintaining directories

Specific Benefits

Faster turnaround. The total time required to type, edit, and correct reports
is usually shortened with word processing, particularly when there is
repetitive typing with very little change, such as in standard forms. This is
especially true if parts of the material are on file in the word processor;
then the preparer need only input the new part of the document, and the
rest of the report can be easily included. Standard contracts are a good
example of repetitive documents that require limited changes for each
client. The revised portion of each contract can be easily inserted into the
part that does not change. This process usually takes only a fraction of the
time that it would take to retype a complete contract.
Better appearance. In general, word processing can produce reports and
letters of better quality than those prepared on standard typewriters
2

because a clean “ original” can be speedily produced. This is an im
portant feature for material that requires considerable revision and cor
rection.
Easier revision. Most word processors make it very easy to change, erase,
or move sections of a report and then retype a page in the new format.
They can also be programmed to automatically move to the proper posi
tion on a page. Thus, changes can usually be performed more quickly
than they can on standard typewriters. Typographical errors can be cor
rected easily and economically. This can save considerable time and
make it possible to get the report exactly right without placing too heavy
a load on the word processing operator. It also reduces proofreading
time, because only the changed portions need to be checked. Some word
processing software checks spelling, grammar, and punctuation.
Merging. Word processors are also very useful for combining mailing lists
or data base information with standard letters. The word processor can
maintain a list of names and addresses and add them to the beginning of
a letter or even insert them into its body.
Control over productivity. Many word processing systems can maintain
statistics on the number of documents produced by a work station. Other
information is also available. This data provides the ability to measure
productivity by types of output and by operator.
Reduction of personnel. Under some conditions word processing will
enable an organization to reduce the number of personnel devoted to
typing duties. To fully realize this reduction, the organization may need to
change its typing procedures and the way it organizes and uses secre
tarial personnel.
Word Processing Disadvantages
Some of the disadvantages of word processing are initial hardware and
training costs and the time required to convert to the system and to learn
how to use it properly. In addition, there are costs and other requirements
for continuing training, operator backup, data backup, system docu
mentation, and so on.
Equipment and Systems
Word processing equipment can be stand-alone, a shared-resource sys
tem, or both. The simplest stand-alone equipment is a single unit that has
a terminal (keyboard and video screen), an internal memory, and a printer.
It is usually intended to be used by one person at a time. The shared3

resource system has two or more terminals that may share a common
storage area and often share the same printer. The system is used by two
or more operators who can be located in separate physical areas.
In matching equipment requirements to client needs, the available
word processing software may sometimes be the key to choosing hard
ware. Appendix A, “Word Processing Considerations,” includes a list of
software features that may be useful in determining whether client require
ments can be satisfied by a particular hardware-software combination.

Typical Engagement Situations
Client interest in a word processing system can arise from a number of
different circumstances and conditions, including—
•
•
•
•
•
•

Rapidly increasing secretarial costs.
Limited space that does not permit an increase in secretarial staff.
Inefficient use of a decentralized secretarial staff.
A significant volume of repetitive typing.
Unacceptable typing delays and backlogs.
A potential for expanding the typing function to include text editing,
data capture, data communication, or other uses.

An engagement to select word processing equipment may be initiated
by direct inquiry from the client, or the client may simply be requesting
help with personnel, quality, or other problems.
Often, the practitioner may be the first to recognize the need for word
processing and may initiate its consideration by the client. At some point
in the inquiry process, the practitioner decides if the MAS work falls into
the category of a consultation or an engagement as defined in the
AlCPA’s Statement on Standards for Management Advisory Services
(SSMAS) 1, Definitions and Standards for MAS Practice.

Engagement Considerations
Before undertaking an engagement involving the selection and imple
mentation of a dedicated word processing system, practitioners need to
consider whether they can provide the necessary technical competence
(from inside or outside their organizations) during the time period the
client will need assistance.
4

The initial steps that would be performed before assisting a client with
selecting word processing systems are—
1. Preliminary discussions.
2. Initial considerations.
3. Reaching an agreement on the nature and scope of the services to be
performed.
4. Preliminary survey (optional) and estimate.
5. Writing an engagement letter or other form of documentation de
scribing the understanding with the client, when appropriate.
Preliminary Discussions and Initial Considerations
Basically, the purpose of a preliminary discussion is to obtain enough
general information to make a reasonable assessment about the nature
and scope of the engagement. The questions that would be asked initially
include the following;
•
•
•
•
•
•
•
•

Why is the client interested in word processing?
How many typists does the client have at present?
What is the nature of the client’s typing work?
What is the caliber of the personnel, and do they have previous experi
ence with word processing equipment?
What does the client hope to accomplish with word processing?
How much has been budgeted for the word processing system?
Who will act as client contact to facilitate information gathering?
Which data processing/word processing equipment, if any, does the
client already have?

Reaching an Agreement on Nature and Scope
After (or during) the initial discussion the practitioner and client should
reach an agreement on the nature and scope of the services to be per
formed, the preliminary time frame, and costs. Of critical importance is
determining what benefits the client expects to obtain. Respective roles
and responsibilities would also be defined.
Preliminary Survey and Estimate
It may be necessary to gather preliminary information from the client by
interviewing key personnel. This survey may be required in order to
present a fair estimate of the time and costs that would be involved with
the study and assistance.
5

Engagement Letter
Practitioners would use their own judgment in determining the nature and
extent of documentation appropriate to engagements. MAS engage
ments normally include a documented understanding with the client,
which may be a proposal letter, a confirmation letter, an engagement
arrangement letter, a contract, or a file memorandum documenting an oral
understanding (see exhibit 1 in appendix B and SSMAS No. 2, MAS
Engagements).

Evaluating the Client’s Situation
(Feasibility Study)
A feasibility study would be performed first, to test the soundness of the
proposed word processing system project. A typical study would include
the following:
1.
2.
3.
4.
5.
6.
7.

Objectives and scope
Methodology
Applications (uses) required (brief outline)
Key figures on typing volume
Cost-benefit analysis
Review and findings
Conclusions and recommendations

The objective of a feasibility study is to define what will be expected
in terms of results in order to justify the expenditure of the client’s time and
capital resources. The study includes a preliminary review of the users’
typing requirements in order to develop a list of word processing features
that would satisfy the client’s needs. A list of potential vendors can also be
developed by contacting known or possible vendors and determining if
they could furnish the system needed by the client and if they wish to
respond to a request for proposal (RFP) or provide less formal information.
From this list several vendors will be asked to provide preliminary informa
tion.
Vendors’ preliminary information provides one basis for reaching fea
sibility study conclusions. The preliminary set of specifications developed
to assist vendors in providing information is usually not detailed and may
be provided informally. It would be sufficient to allow each vendor to make
a ballpark estimate of the system needed and its cost. The preliminary
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specifications can consist of some key figures on typing volume, along
with a description of the company and how it wants to use a word proc
essing system.
Typically, the organization produces letters, written reports, proposals,
contracts, and so on. Often a company will develop standard texts (for
example, letters, reports, proposal presentations) for a given customer or
for a class of customers. Word processing techniques lend themselves
very well to such repetitive text processing.
Tangible benefits need to be quantified to provide information for
reaching feasibility conclusions. For example, can present personnel be
reduced or can the need to hire additional personnel in the future be
eliminated? A review of staff attitudes and skill levels helps determine the
nature and magnitude of any retraining and staff changes that may be
required. Intangible benefits, such as faster output and more consistent
quality, should also be considered.
It is important to know to what extent the typed information is repetitive
and how much time is spent in redrafting or changing text after it is first
submitted for typing. Time spent proofreading and checking spelling and
arithmetic would be identified as well. All of these activities would be
affected by installation of a word processing system. The study would also
identify handwritten reports, special schedules, and other material cur
rently in use that may be suitable for word processing.
Learning how time is spent will greatly facilitate the feasibility study
process—that is, determining whether equipment available in the market
place can reduce the current time requirement in a cost-effective manner.
It may be useful to have the client observe one or more word proc
essing systems in operation before specifications are developed. This
would give the client a better understanding of word processing and
would help evaluate the results of a feasibility study.
A feasibility study compares the potential benefits (both tangible and
intangible) to the cost and work involved in installing a word processing
system, and then it reaches a conclusion about the feasibility of such an
installation. The report can be presented to management orally before
being presented in written form. The client can then decide, on the basis
of the reports and management’s own conclusions, if system selection
and installation are desirable.

Needs Analysis
After the decision to proceed with the selection process has been made,
the next step is a thorough analysis of present needs as well as a careful
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look at future needs. The objective is to identify any procedures that may
lend themselves to word processing.
A study of the present system of text production would seek to find out
the following:
• What is being produced?
• How much is being produced?
• How often is it produced?
The principal source of this information may be the secretarial staff. They
should be very much involved with this project. A good way to start is to
have them keep a log of their activities over a representative period of
time. Other ways include a review of chronological files, a study of photo
copies, or random observations.
All levels of client personnel, including the company president or
owner, would be interviewed. Selected client personnel may also need to
understand word processing and how it may help and/or change the
organization. The practitioner may need to provide some education for
such client personnel.
Information about the mechanical features of the existing equipment
would also be needed. Typewriters in use may have capabilities such as
decimal tab, right justification, centering, and the like, which a typist may
find quite valuable. Don’t assume that all word processing machines will
have these features.
After completing the study of the client’s current text processing sys
tem, the practitioner would consider how the present environment may
change with future word processing capabilities and needs. A “ look
ahead’’ period of several years is suggested. Although such a projection
can be difficult and uncertain, it is needed to help identify future word
processing applications and their relative importance to the firm.
The data collected from the interviews would be analyzed carefully to
determine what type and size system would meet the organization’s
needs. Contact with potential vendors can then be made through informal
inquiry or through preparation of a request for proposal (RFP), as appro
priate for client circumstances. Vendors will need information about the
organization’s operations as well as applications and volume statistics for
those operations. This information would be given to each vendor with a
request to make a recommendation and cost proposal, which would in
clude descriptions of the following:
•
•
•
•
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Vendor background and references
Support, installation, and training
Hardware and operating systems
Software features

• Costs
• Ability to upgrade the system
• Planned developments

Evaluating Vendors’ Responses
The next step would be to develop a list of factors for each of the areas
to be considered, such as vendor capability and background, software
specifications, equipment performance, conversion support and training,
and general systems concerns. Relative weights, totaling 100, would be
assigned to each factor identified. The factors and weights would be
entered on an evaluation form or sheet, such as the form illustrated in
figure 1 on page 10. (A completed evaluation form is included as part of
the case study in appendix B.) Specific evaluation systems should be
developed by practitioners to meet their needs.
The form lists illustrative factors, grouped into appropriate categories,
as the bases for evaluation. Each factor has been assigned an illustrative
weight to reflect its overall relationship to the factor total (100). When the
proposals are received, copies of the form are prepared and the name of
each vendor submitting a proposal is entered on a separate evaluation
form. The practitioner then evaluates each proposal, rating the factors
from 4 (outstanding) down to 0 (unacceptable), as indicated at the top of
the form. When this process has been completed, the practitioner would
multiply the weight by the rating to determine the score for each factor.
The individual scores are then added to provide category and overall
totals.
Finally, the estimated cost quoted in the proposal is divided by the
vendor’s total score to determine a cost-value ratio. Each vendor’s costvalue ratio would be determined and compared as part of the evaluation
process. The most cost-effective proposal has the lowest cost-value ratio.
By analyzing vendors' responses and evaluation results, the vendors
under consideration can be narrowed down to a manageable number
(two or three). References provided by these vendors would be checked
to verify performance and customer satisfaction. Checking references
can involve several site visits to other users, preferably other companies
with uses or environments similar to the client’s, as well as user inquiries.
The features of the software should be examined in detail. As a result of
reviewing the problems and benefits experienced by others, the prac
titioner may wish to adjust the scores previously established by the pro
posal evaluation. When making site visits, it is best to take someone
representing the personnel who will actually be using the system and, if
possible, the personnel who will make the final choice.
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Figure 1

Sample Proposal Evaluation Form*

Vendor 2— (Name),___________________________________________
Ratings:

4-Outstanding, 3-G ood 2 -Fair, 1-Poor, 0 - Unacceptable
Weight

Factors

Rating

Score

1. VENDOR'S CAPABILITY AND BACKGROUND
Understanding of requirements
Completeness of proposal
Experience with similar industry
Experience with proposed software
Financial position
Organizational stability
References
Quality of professional staff
Subtotal
2. WORD PROCESSING SOFTWARE
SPECIFICATIONS
Ability to meet current requirements
Capability to customize software
Ease of use
Suitability of design and modularity
Flexibility of design
Quality and completeness of programs
Subtotal
3. EQUIPMENT PERFORMANCE
Suitability of hardware for applications
Capacity—current and future
Performance with respect to needs
Maintenance and support required
Reliability of equipment
Availability of equipment
Expansion capability
Operating system effectiveness
Subtotal
4. CONVERSION SUPPORT AND TRAINING
Quality of project plan and organization
Ease of installation/conversion
Vendor’s commitment to education
and training
Compatibility of vendor and client
Quality of the acceptance test
Growth potential and flexibility
Subtotal
5. GENERAL SYSTEMS
Extent of user documentation
Quality of operating manuals
Availability of backup procedures
Availability of work-measurement facilities
Subtotal
TOTAL (Add subtotals of 1 through 5.)
Quoted Price

Cost-Value Ratio

* The choice of factors and weights will depend on individual engagement situations. Those
shown in this practice aid are illustrations and should not be adopted as standards of
evaluation.
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During visits to user locations, the practitioner may try to identify the
best vendor personnel to assist with training and installation. The prac
titioner may suggest that the client require the vendor to use the identified
individuals to implement the client’s system. Such a requirement can be
included in the final contract, if necessary. There is no substitute for skill
and experience when installing and phasing in a word processing system.
One of the purposes of the selection process is to minimize the probability
of errors. Experienced vendor personnel, plus good hardware and soft
ware that meet the client’s needs, will go a long way toward insuring a
successful implementation.

Presenting Recommendations
Practitioner recommendations are generally documented for proper
presentation to company management and for future reference. The table
of contents of a typical report might be organized in the following manner:
1.
2.
3.
4.
5.
6.
7.
8.
9.

Engagement scope and objective
Engagement methodology
Applications considered
Data on typing volume
List of vendors contacted
Vendor cost proposals
Vendor evaluations
Findings and discussion
Conclusion and recommendations

The report can be verbally presented to management before actual
delivery. The practitioner would not choose a system but would only
indicate the strengths and weaknesses of the best candidates so that the
client can make the final selection.

Contract Negotiations
After the evaluation is completed, a contract will be negotiated with the
chosen vendor. There are several good sources on computer contract
preparation that might be useful. (See MAS Technical Consulting Practice
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Aid 5, EDP Engagement: Assisting Clients in Software Contract Nego
tiations.) The contract might include the vendor’s proposal and a list of the
exact equipment, programs, and software modifications that will be ac
quired. It might also include a detailed description of the vendor’s con
version and installation support. Finally, the contract would specify what
will happen if things go wrong. The client’s legal counsel should be in
volved in drawing up the contract. The practitioner may serve as a tech
nical consultant during the negotiation process.

Implementation Assistance
The next step in the process would be the implementation of the selected
word processing system. The practitioner’s role would be to provide
implementation assistance by helping the client to (1) develop an
implementation plan, (2) communicate it to involved employees, (3) make
appropriate decisions regarding the physical installation, and (4) provide
general implementation advice.
Implementation Planning
An implementation plan is a detailed, step-by-step procedure to accom
plish a desired reorganization of management support services. All
implementation plans require careful development and follow-through.
(See table 1, “Actions That Enhance Implementation,’’ and table 2, “Ac
tions That Impair Implementation,” on pages 14-15 for some specific
implementation information.) Client involvement throughout the process is
most desirable, because a key element for successful implementation is
continuing involvement and coordination among all parties. Regular com
munications concerning plans, programs, policies, and so on is an inte
gral part of implementation planning. Information is made available to
client personnel as required.
The amount of time set aside for implementation will depend on the
complexity of the change. The following questions can help in making
estimates:
•
•
•
•

How many employees will be involved in this change?
How will change be accepted by key members of management?
Will any new supervisors or managers need to be trained or hired?
How much time will elapse between order and delivery of the equip
ment?
• How much physical alteration of the facility will be required?
• Are there seasonal work-flow fluctuations that will affect progress?
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The fact that some equipment requires a longer learning period in
order to be operated at top efficiency should be recognized when devel
oping an implementation plan. While the transition to the new system is
being made, it will be crucial that adequate typing services be main
tained.
Client Communications
A successful transition to an office automation system is characterized by
top-management support for and commitment to the proposed change.
Client executives should receive frequent information on the progress of
the project and be given the opportunity to make changes before an
inappropriate situation develops.
Part of the implementation process involves informing all affected cli
ent personnel about word processing procedures. This includes in
structions on how to use the system. Employees will ask themselves the
following question: Is this a threat to me as an individual, or is this some
thing that may benefit me? They will want such information as—
• Effects word processing will have on their duties.
• Effects on the job status of individuals and their relative positions
within the organization.
• Whether long-standing work habits will have to be adjusted to fit the
new system.
• Acceptable actions during the transitional period.
• Technical details, including the kind of equipment used and the
method of operation.
• Effects on working conditions, including lighting, proximity to other
groups, and interactions with other employees.
Physical Layout
Each word processing operator needs a work station that allows for freeflowing communication but avoids needless interruptions and other dis
tractions. It is difficult to type productively when frequently interrupted.
Between sixty to one hundred square feet would generally be allotted
per word processing station. Since word processing equipment may be
quite noisy, it should not be placed against solid walls. The wall increases
sound transmission and amplifies the noise. Allow space between ma
chinery and walls for airflow, wiring, service access, and so on.
Portable partitions made of sound-absorbing material will help create
quiet work areas. Partitions provide privacy and well-defined territory
while allowing open space for communication and work. A good physical
layout for word processing (1) encourages a smooth flow of paperwork,
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Table 1: Actions That Enhance Implementation
Applying professional managerial principles to the supervision of word
processing functions.
Establishing a work-measurement system based on formal industrial en
gineering standards, if possible.
Establishing and using responsible work procedures.
Basing “change” decisions on factual information obtained from appro
priate studies and surveys.
Setting realistic system goals and allowing time to achieve them.
Providing sufficient orientation and training for all personnel affected by
the change and involving them in the process as much as possible.
Establishing effective procedures to control employee attrition.
Using experienced typing personnel to staff word processing positions.
Establishing growth and performance-improvement plans for word proc
essing positions.
Using a variable-hour work force to accommodate fluctuating work vol
ume.
Studying work-volume patterns to increase the accuracy of work-volume
estimates.
Minimizing scheduling problems.
Developing a method to resolve disputes between groups and depart
ments.

(2) minimizes distractions for operators, and (3) avoids creating a sense
of isolation.
The supervisor should be located near the entrance to the word proc
essing center. The supervisor can work with employees coming into the
center and at the same time limit their direct communication with the word
processing operators.
Both people and equipment work more efficiently in a comfortable
environment. Consideration should be given to floor covering, sound ab
sorption, lighting, static electricity, furniture, heat generated by equip
ment, and so forth. In addition, all word processing equipment must meet
certain electrical installation requirements. Representatives of equipment
manufacturers frequently are able to give assistance in this area.
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Table 2: Actions That Impair Implementation
Placing too much emphasis on equipment and not enough on people and
changes in procedures and systems.
Undertaking a program of extensive changes without proper justification.
Underestimating the time required to implement changes.
Expecting every plan to work. (Have alternatives available, be flexible.)
Underestimating the magnitude of scheduling problems.
Underestimating the importance of accurate work-measurement systems.
Underestimating the importance of adhering to formal procedures.
Underestimating the amount of orientation and training required for all
personnel affected by the changes.
Expecting to be able to immediately make a drastic reduction in the
number of staff typists.
Staffing word processing positions with inexperienced personnel.
Locating word processing specialists in an environment that seems to
downgrade both the personnel and their function.
Failing to maintain effective management-operator relations.

Managing Word Processing
Initial Considerations
Initial management actions are important for the successful installation of
a word processing system. They could involve the manager in charge, the
current typing supervisor, and possibly the practitioner, for guidance.
These management actions are (1) selecting a supervisor; (2) changing
facilities, rearranging desks, establishing new work flows, and so on to
accommodate word processing and administrative support secretaries;
(3) ordering new equipment; and (4) orienting and training executives,
secretaries, word processing personnel, and clerical staff.
The installation team, word processing supervisor, and possibly a
systems analyst would work together to design the personnel assignment
plans and policies. Accomplishing this might involve—
• Establishing policies and procedures by writing job descriptions, de
termining career paths, and developing salary plans and performance
appraisal programs.
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• Selecting secretarial and clerical staff for specialized positions.
• Developing appropriate training programs for executives as well as
secretaries and clerks.
The installation team might develop procedures to deal with the follow
ing basic elements of work flow:
•
•
•
•
•
•
•

Submitting work
Determining priorities and scheduling work
Defining how work is to be apportioned
Measuring output volume
Measuring output quality
Minimizing interruptions, such as telephone calls
Retaining and retrieving records

The activities that the supervisor and the systems analyst might per
form cover providing the office staff with general and specific training, as
required; assisting in personnel placement, including appropriate
changes; ordering operating supplies; coordinating arrangements for
equipment and facilities support; and assisting in designing an appropri
ate work-flow system and procedures.
The following factors would be reviewed by the client or practitioner
after implementation, to determine if the system is meeting planned goals
and objectives:
Productivity increases. Are productivity increases as anticipated, es
pecially when typists reach the top of the learning curve?
Cost reduction. Are management support costs and typing production
costs decreasing? What steps are required to maintain cost reduction?
Equipment performance. Is the word processing equipment doing its job?
Is it being utilized efficiently and effectively? Are equipment changes
needed?
Typical Operating Problems
Improper Personnel Selection and Training

Careful selection and training of personnel is important to the success of
a word processing system. The applicants themselves may not under
stand or appreciate what the new environment will be like. They may,
therefore, provide an inaccurate description of their abilities, needs, and
concerns. The result can be individuals mismatched to their jobs. The
same situation may develop when evaluating individualized training pro
grams. Unless accurate information is exchanged and utilized by both
employees and managers, the result may be inappropriate activity and
wasted effort.

16

Insufficient Procedural Documentation

Few things will handicap a word processing operation as much as incom
plete, inaccurate, or poorly written policies and procedures. Without care
ful management and control of work flow, the benefits normally expected
from advanced technology and work specialization may be lost. Both new
employees and old hands may find it difficult to know what is expected
unless clear and well-designed instructions are available. Supervisor ab
sences and training requirements usually put documentation to the test.
Improper Work Priorities

The issue of priority seems to develop from the moment a word proc
essing function is initiated. Usually, debates will center on whose copy will
get an ASAP or RUSH response. It is crucial to provide priority service to
individuals and departments that have a major impact on organizational
success. People who complain loudly or use political pull to negotiate for
faster service need to be handled diplomatically; each situation should be
dealt with on an individual basis.
It is usually a good idea to have management participate in establish
ing an initial priority schedule before the word processing function is
started. These priority decisions should be put in writing and maintained
for quick reference by departmental supervisors and word processing
operators alike.
Lack of Managerial and Professional Interest in Problems

When the word processing function begins operating, work frequently
seems to come out of nowhere. Users expect great things since the
machinery is fast and “ is not supposed to make errors." They often forget
that people run the equipment and that people are not perfect. They
expect good performance no matter what kind of operational problems
may develop. Therefore, if promises are made, have backup systems
available because users will expect performance.
Excessive Hardware Orientation

Technical experts are often unable to identify with the needs of users and
tend to hide behind technical jargon. Remember that users of a support
service such as word processing are interested only in what the system
can do to fulfill their needs. Hardware features or discussions of oper
ational techniques are usually of limited, if any, interest to them.
Failure to Fully Utilize the Word Processor

The word processing equipment should be used to process repetitive
material to the greatest extent possible (that is, capacity operation). Most
operating problems can be solved if top management is involved with
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word processing and the word processing supervisor is given the oppor
tunity to present problems to the proper personnel.

Conclusion
Assisting a client in the selection and implementation of a dedicated word
processing system may range from a brief MAS consultation to an exten
sive engagement. It may have a number of phases and stretch out over
a period of several months. While some technical knowledge of word
processing equipment is needed, much of the practitioner’s assistance is
based on using analytic skills to match vendor responses to client needs
and exercising project management skills to bring about successful
implementation.
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APPENDIX A

Word Processing Considerations
The following paragraphs identify and discuss some important matters for consid
eration when selecting and implementing a word processing system.

Hardware Factors
Input
Data or text from original source documents are most commonly entered into a
system through (1) a typewriterlike keyboard connected to a cathode ray tube
(CRT) or (2) a specifically designed electronic typewriter that displays one or two
lines at a time. To facilitate entry of numerical data, a ten-key pad is desirable.
Ease of entry is enhanced if the system indicates margin settings, tab stops, and
so on, any of which can be changed by the operator with ease. Optical character
readers (OCRs) may be used to input entire typed texts without keyboard use.
Transfer of data via telecommunications is also possible.
Ease of Use
The layout and design of a system and its ease of use should be such that it will
win acceptance by personnel involved in word processing. It should require no
more than a few hours of training on a system for an operator to achieve a high
degree of proficiency. Special function keys to accomplish, in one stroke, oper
ations that might otherwise require some time to set up can be an aid to attaining
higher operator proficiency, even though they might require a little more time in
training and practice.
Viewing Medium
The design of the viewing medium (primarily the screen of a terminal) should
reflect concern for the comfort and welfare of the operator by allowing for adjust
ments to brightness and contrast of the screen. Size of the screen and image
quality are also important factors.
Storage Device
Selection of the storage device will be most appreciably affected by four factors:
1. Random access requirements
2. Transfer rate to viewing medium and to other storage media
3. Facility for convenient off-line storage and backup
4. Ability to accommodate future growth
Printer
A printing device should be selected with the following factors in mind:
• Speed
• Quality of type
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• Spacing
• Carriage width
• Interchangeable fonts
• Continuous-form handling
• Single-sheet handling
• Noise level
• Automatic sheet feeder (dual or single)
There are many types of printers available, including full-letter impact, dot
matrix, ink jet, thermal, laser, and line printers. Printers of the full-letter impact
variety (for example, the daisy wheel) can consistently deliver good typewriterquality output at moderate speeds. Other printers can deliver acceptable quality
at higher speeds, but the interchangeability of fonts may be limited.
Dot-matrix printers, which strike the page with a series of small dots, are
inexpensive and are usually faster than daisy wheel (letter-quality) printers. The
fonts and size of print may also be easily varied with dot-matrix printers. The
weakness of the dot-matrix printer is its print quality. However, a dot-matrix printer
often has the capability of making more than one pass over the same printed line
so that it strikes a letter again, thus filling in the spaces between dots. This
procedure can improve the quality significantly, but it reduces the output speed.
Laser printers are very effective and fast, but they are presently more ex
pensive than dot-matrix or full-letter impact printers.
Compatibility of Components
All components selected for a system should be compatible with each other in
order to fully utilize their features and capabilities.
Expandability
Expandability potential, including the following factors, will need to be considered:
• How many input or output stations can be added?
• How much text can be efficiently produced at any one time?
• How much text can be stored in an immediately accessible manner?
• How will expansion affect system performance?
Communications
Communications capabilities should be investigated if the word processing sys
tem is expected to either communicate with other word processing systems, use
data bases stored with outside computer systems, function as a terminal to a
time-shared computer, serve as a telex or in a message-switching capacity.

Software Features*
The following lists contain many different features (that is, functions or activities
performed) that may be found in word processing software packages. Reviewing
* Adapted with permission from “WP software advances rapidly," by Patrick Kenealy, Asso
ciate Editor, Mini-Micro Systems, May 1982.
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these lists and comparing them with a client’s needs will help identify the features
that can best meet those needs. Once features have been identified, they should
be used in conjunction with other factors, such as price, documentation quality,
and vendor reputation, to select the most suitable software package.
Features Relating to Original Typing
Cursor Movement (to determine position on screen)
Move cursor left and right by character/word
Move cursor to left and right of a line
Move cursor up and down one line
Move cursor to top of screen (first character of first line)
Move cursor to bottom of screen
Move cursor to beginning/end of document
Move cursor to start of next line
Move cursor to a specified page
Scrolling (to automatically change data position on screen)
Scroll text up and down one line
Scroll text up and down one screen
Scroll horizontally; decimal tab
Screen Formatting
Set/clear all tabs
Set/clear single tab
Set left and right margins
Release margin
Wrap words
Wrap variable words
Reformat paragraph
Break pages automatically
Break pages manually
Hyphenate automatically
Lay out column
Move column
Establish multiline heading
Features Relating to Editing
Insertion and Deletion
Insert character
Insert line
Delete character/next character
Delete preceding character
Delete next word
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Delete remainder of line
Delete preceding part of line
Delete entire line
Delete to end of document
Delete through specified character
Delete paragraph
Block Operations
Copy block (of text)
Move block
Delete block
Erase all block markers
Print block
Hide/display block
Write block to file
Search and Replace Operations
Find string
Find string and replace
Find string and replace with verification
Find string and replace n times
Perform global find and replace
Repeat last find operation
Ignore specific string occurrence when searching
Match only whole words
Perform search and replace operations using “wild cards"
Search and delete
Ignore uppercase/lowercase
Find and replace backward
Features Relating to Formatting
Page Layout
Set top, bottom, left, and right margins
Insert page headings
Insert page footings
Set heading margin
Set footing margin
Set physical page length
Set number of characters per inch
Set number of lines per inch
Offset left margin temporarily
Indent first line of paragraph
Outdent first line of paragraph
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Number paragraphs
Insert (LF) between paragraphs
Suppress headings and footings
Number pages
Suppress numbering of pages
Number pages in book style (odd numbers on right)
Force new page
Print two columns
Justification
Justify right margin
Center
Set ragged left margin
Establish hard (unsplittable) spaces
Establish hard (unsplittable) hyphens
Align decimals automatically
Character Attributes
Underline character/word
Boldface character/word
Shadow (double strike) character/word
Vary intensity of boldface print
Insert superscript
Insert subscript
Overprint
Combine attributes (for example, underlining and boldfacing)
Shift ribbon color
Use proportional spacing
Use continuously variable character spacing
Alternate character pitch
Pitch-independent line lengths
Other Features
Document/File Operations
Display file directory
Save file
Exit file without saving
Save file and continue editing
Save from cursor to end of file
Provide automatic backup for one generation
Provide automatic backup for n generations
Read file
Read part of file
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Delete file
Delete files with “wild cards”
Rename file
Link/Merge WP documents and non-WP documents (for example, electronic
spreadsheet)
Move text blocks from document to document
Copy text blocks from document to document
Format for disk
Printer Control
Print a specified page
Print starting from a specified page
Print through a specified page
Print starting from cursor position
Print with values from a specified disk record
Print until a specified record is read
Print multiple copies of a document
Interrupt/Resume printing
Display/Change print format
Pause and display message
Pause for paper insertion
Print multiple documents continuously (print spooling)
Convert to all uppercase
Convert to uppercase/lowercase typesetter
Use subscript and superscript
Use proportional spacing
Pause for text editing
Print one file while editing another
Programming
Provide string, integer, dollar, and system variables
Input to variables from disk
Input to variables from operator (fill in the blanks)
Prompt operator for input
Output variable information to disk (simultaneous WP, data capture)
Provide conditional branching
Miscellaneous Features
Draft and finish printer drivers
Provide programmer mode
Provide calculator utility
Provide business graphics (character graphics)
Create/Update/Select/Sort mail list routines
Perform columnar math
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Generate automatic table of contents
Generate automatic index
Display print enhancements on screen: “What you see is what you get’’
Use security passwords by library and by document
Provide electronic mail packages
Check/Correct spelling
Check syntax
Provide phone index, appointment calendar, and card file routines
Provide menu-driven system
Display text as it prints

Other Considerations
When initial specifications for a word processing system have been determined
and the choices have been reduced considerably, management should consider
the availability of support from the potential vendors before making a decision.
Beyond the actual hardware and software items, there are other factors, such as
those that follow.
Operator Manuals
If the vendor’s documentation is complete and easy to understand, less operator
training will be needed. Some vendors provide documentation that allows the
customers to train themselves to install and operate the systems without outside
assistance. If the chosen vendor uses this approach, and if no alternative is
offered, the client will need personnel who have the appropriate skills.
Operator Training
Many vendors offer initial training with their equipment. A number also provide
word processing supervisory courses at their own training facilities. An effective
training program would include follow-up and brush-up training not only for key
board specialists, but for administrative support personnel as well.
The amount of time required for training, the location of the training facility, the
number of free sessions, and the cost of additional sessions provided by the
vendor are significant. The availability and cost of training from third parties may
also be considered where appropriate.
Maintenance of Equipment
The location of the repair facility and the number of technical personnel available
are key factors in repair response time. The vendor’s responsiveness may be
influenced by the type of maintenance arrangements selected. Generally, a main
tenance contract can be purchased or each service call can be paid for as it
occurs. Information on the frequency of downtime that other users have experi
enced will be helpful in determining whether to purchase a maintenance contract.
The availability and cost of maintenance from third parties may also be consid
ered.
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Availability of Backup Facilities
Some vendors who have demonstration centers can provide emergency backup
equipment at such demonstration centers.
Installation and Support Assistance
The quality and experience of vendor personnel can be important, especially if a
large amount of assistance is required. Installation assistance can also be useful
when trying to integrate the word processing system into the organization’s oper
ations. It is often necessary to improve the paper flow and work procedures in
order to fully utilize the system. If such assistance is needed, then its availability
from the vendor should be part of the vendor evaluation.
Financial Stability of the Vendor
Word processing involves acquiring equipment that is expected to be used for a
number of years. Therefore, the vendor needs to be able to respond to expanding
needs as well as present requirements. The vendor’s history, finances, and experi
ence with introducing new equipment would be significant. It would also be
important to determine whether and to what extent recent innovations are com
patible with the existing equipment.
Financing Plans
Some vendors provide a variety of financing arrangements, including monthly
rental, leasing, lease purchase, finance company subsidiary arrangements, and
the like, each of which is applicable in different circumstances. Under some
leasing and rental arrangements, the vendor will apply rental fees to the purchase
price.

26

APPENDIX B

Illustrative Word Processing Engagement:
Commercial Realty Corporation Case Study
The following is an illustration of an MAS engagement to assist a client in selecting
a word processing system. Included in the case study are the following key areas:
• Client approach
• Engagement considerations
• Evaluation of client needs
• Feasibility study
• Preparation of the request for proposal
• Evaluation of vendors’ responses
• Final recommendations
• System implementation
• Managing the system

Background Information
Pete Smith, a partner in the accounting firm of CPA & Company, makes a practice
of regularly delivering the financial statements to his clients in person. During
these visits he explains the analysis of the financials in terms that will help his
clients manage their businesses more effectively. During one of these meetings,
Pete met with Cliff Commons of Commercial Realty Corporation. The review re
vealed that a substantial amount had been spent on advertising and on personnel
for typing correspondence as well as advertising letters. Cliff indicated that future
growth plans called for even greater use of individually addressed advertising
letters.
When asked if he had ever considered automating any part of this process.
Cliff indicated that he had given it some thought, but he did now know how it would
work or how much it would cost. He was also concerned about being tied up with
salesmen while things were so busy in the business.
Cliff asked Pete if he had ever worked with word processing before and if he
could help. Pete had helped a similar client about two years ago, and he had a
good knowledge of how to make evaluations: however, he was aware of the fact
that there had been many changes made in word processing systems since that
time.
Cliff and Pete agreed that Pete should perform an evaluation of the needs of
the firm and a feasibility study (exhibit 2) to determine if any other action should
be taken. If necessary, Pete would continue the study to the point of assisting with
the implementation and review of the completed system. An agreement about the
duties each would assume in the study was also reached.
A letter (exhibit 1) was then sent to Cliff by CPA & Company as a result of the
meeting.
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Exhibit 1

Sample Engagement Letter
CPA & Company
Any City, USA 10111
May 15, 198X
Mr. Cliff Commons
Commercial Realty Corporation
Any City, USA 10111
Dear Mr. Commons;
This letter states our understanding of your requirements and describes the
services that we will provide.
You require assistance with the evaluation of your word processing needs and
with the selection of a word processing system that will satisfy these requirements.
To meet these requirements, we will do the following:
1. Perform a review of your processing requirements.
2. Conduct a feasibility study comparing possible costs against potential bene
fits of an automated system.
3.

Prepare and distribute a request for proposal (RFP) in order to select word
processing vendors.
4. Evaluate the responses to the RFP, and assist in the selection of a final vendor.
5.

Monitor the installation and implementation of the automated system.

Our fees are based on the time required by the individuals assigned to the
engagement, plus direct expenses. Individual hourly rates vary according to the
degree of responsibility involved and the skills required. Interim billing will be
submitted as work progresses and as expenses are incurred. Payments are due
upon receipt of our statement. On past-due amounts a late charge will be as
sessed on the delinquent balance, based on the prime interest rate in effect at the
time as charged by local major lending institutions.
If this letter defines our firm’s engagement as you understand it, please sign
and date the enclosed copy and return it to us. If not, please let us know what
changes are needed.
Sincerely,

Pete Smith
CPA & Company
Enclosure
Accepted by .
Date
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Gathering Data
Within a few days of receiving a signed copy of the engagement letter, Pete made
a visit to Cliff’s office to gather facts about Commercial Realty’s requirements.
Each person involved in word processing of any type was interviewed to deter
mine the following:
1. Skill level of the employee
2. Skill level required by the job
3. Quantity of word processing performed
4. Quality of word processing required
5. Amount of repetition in the material
6. Average amount of correction to text
7. Normal response time required
8.

Employee suggestions on ways to improve the current system

9. Employee attitude toward the proposed change in the system
Pete assembled the statistics he had gathered into a current cost analysis.
Next, he approached a reputable word processing vendor selected for feasibility
guidance, and he received a preliminary estimate of the cost of equipment to
process the volume and type of work outlined in Cliff’s requirements. A cost model
was then constructed and included in the feasibility study (exhibit 2).

Exhibit 2

Sample Feasibility Study
Project Objectives
The overall project objective is to help determine the feasibility of using an in
house minicomputer or word processing system to serve the information and word
processing needs of the company.
Recommendations and Conclusions
1. The major benefits of automation are to —
•

Reduce the need for additional personnel.

•

Provide better measures of profitability and productivity to assist manage
ment in long-range planning.
• Provide better control over operating costs.
• Reduce paperwork.
• Produce correspondence faster.
• Provide better-quality documents.
2.

The best estimate of company growth is 200 percent over the next five years.
The need to add fewer personnel will yield direct cost savings. The direct cost
savings of other benefits are difficult to measure and are considered intan
gible.
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Exhibit 2 (cont.)
Automation appears justified, based on a combination of tangible and intan
gible benefits under the assumption of future growth potential.
4.

It is recommended that a request for proposal (RFP) be distributed to approx
imately ten computer and word processing vendors.

Cost-Benefit Analysis of a Word Processing System
Costs
Word processing
hardware
Software
Installation
Site preparation
Training*
Equipment maintenance*
Supplies*

Tangible Benefits
Reduce need for
additional personnel

Year 1

Year 2

Year 3

Year 4

Year 5

$ 9,504
5,000
500
400
1,500
1,800
840

$ 9,504

$ 9,504

$ 9,504

$ 9,504

216
1,944
972

292
2,100
1,166

380
2,267
1,386

476
2,449
1,632

$19,544

$12,636

$13,062

$13,537

$14,061

$14,000

$15,120

$24,494

$35,272

$38,094

$ (5,544)

$ 2,484

$11,432

$21,735

$24,033

Intangible Benefits
Quicker, more up-todate billing: better cost
control over construc
tion; better historical
information on (con
struction) cost: reduc
tion in paperwork; faster
production of financial
statements and corre
spondence
Benefit Minus Cost
Net Five-Year Benefit
Return on Investment (discounted cash-flow basis)

*Adjusted for an 8-percent annual inflationary factor.
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$54,140
135%

Preparing the Request for Proposal
The feasibility study was reviewed by Cliff and Pete, and they reached an agree
ment to continue the engagement with the selection phase. Pete compiled a list
of possible vendors of word processing equipment. The requirements of Commer
cial Realty Corporation, volume statistics, and other information were included with
a questionnaire and sent as a request for proposal (RFP) to each vendor on the
list. Exhibit 3 is a sample cover letter for an RFP, and exhibit 4 is a sample RFP.

Exhibit 3

Sample Cover Letter for a Request for Proposal
CPA & Company
Any City, USA 10111

June 29, 19XX
Gentlemen:
We are investigating the possibility of installing a word processing system to
handle the applications described in the attached request for proposal. If you
desire to propose a word processing system to fulfill these requirements, please
prepare a proposal that provides the information requested. Submit the proposal
to;
Pete Smith
CPA & Company
Any City, USA 10111
We ask that you do not communicate with our client at this time.
All proposals must be received by July 16, 19XX. We will then select several
vendors for a complete investigation, including on-site visits and the development
of detailed application specifications.
Should you need additional information or have any questions regarding this
request for proposal, please call me at (XXX) XXX-XXXX, extension XXXX.
Sincerely,

Pete Smith
CPA & Company
Any City, USA 10111
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Exhibit 4

Sample Request for Proposal
Part I— Description of Company Operations
Commercial Realty Corporation is a developer and manager of commercial
properties. Operations of the firm cover a wide range of activities, from site selec
tion, planning, and construction to monthly management of completed property.
Management is young and aggressive, with projections of dynamic growth in
the future. The partners have collectively developed over twenty-five properties in
the past. Current projections are to develop six new properties per year.
Clerical functions are currently being handled by three full-time secretaries
and one receptionist, who use four electric typewriters and one copy machine.

Part II— Applications and Volume Statistics
The following word processing applications will be required;
Monthly Statistics
Present Projected
XXXX

Correspondence
Leases

XXX
XXX
XXX

Late notices
Proposals
Contracts
Sales letters
Financial statements (thirteen-column reports)

XXX
XXX

XXXX
XXX
XXX
XXX
XXX
XXX
XX

Part ill— Vendor Instructions
Complete part IV of this report and return it to the following address;
Pete Smith
CPA & Company
Any City, USA 10111
All questions concerning the proposal must be directed to Pete Smith at (XXX)
XXX-XXXX. The date that the proposals are due is specified in the cover letter.
Supplementary data and brochures may be forwarded with the completed
section if you feel that such documents would be informative.
The following criteria will be used in proposal evaluation. You should empha
size these four items in your proposal;
1. A system with a proven track record
2. Good references that show a willingness to make the system work
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3. A good organization with sufficient technicians to develop programs, train
personnel, and install and maintain the system
4. Specific experience with a property management company application or with
similar types of businesses or both
All statements and assertions contained in the proposal will be included in the
final contract.
Our client does not intend to hire personnel that are trained in word processing
operations. Existing employees will have to be trained to use the proposed system.

Part IV— Proposal Questionnaire
A. Vendor Background and References
1. Years in business______________
2. Largest local project (Give reference below.),
3. Total staff available in local area__________
4. Number of support personnel available in local area,
5. Financial statements (Include if available.)_________
6. Firm’s banker________ ________________________
7. Pending litigation? Yes □ No □
(If yes, explain.)______________
8. Ownership structure (corporation, partnership)_____________________
9. References (Include at least four local customers using similar equipment
or software, if possible.)
Name/title__________________________________________________
Company/phone,
Industry type___
Equipment configuration.
Name/title____________
Company/phone.
Industry typ e ___
Equipment configuration.
Name/title____________
Company/phone.
Industry typ e ___
Equipment configuration.
Name/title____________
Company/phone.
Industry typ e ___
Equipment configuration.
10. Number of systems installed during previous two years.
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B. Support
1. Is a facility available for training prior to delivery of customer equipment?
Yes □ No □
If yes, location of facility_______________________________________
hours of availability_____________ cost per hour/day______________
Comments_____________________________________________________

2. Training
Subject

Cost
___

Available

Location

Hardware

__________

__________

__________ $ -----------

Duration

Application
software

__________

__________

__________

______

3. Conversion Support*
List applicable rates and resources available for conversion support.
Rates
Available
Yes
No
Data entry
Word processing operations
Clerical support
Technical support
Total estimated costs for
conversion support

□
□
□
□

□
□
□
□

$

□
□
Indicate estimated costs for these services in section D, Cost Summary,
Word Processing Software
How may the software be acquired?
Yes

No

Rates

Lease or license
$
□
□
Purchase
□
□
O th e r(
)
□
□
At how many sites has the proposed software package been installed?
Who has ownership of the software package?______
Does the user have to pay a fee for multiple systems
or locations?
If yes, what is the fee? $ ______________________
Who authored the software package?.

Yes □

No □

*Conversion support is not applicable in the case study of Commercial Realty Corporation.
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5. Documentation
Is detail documentation available on
Yes

No

Hardware configuration
Maintenance

□

□

□

□

Operations

□
□

□
□

Word processing software/user manual
Training manual

cost
$

□
□
Are updates to documentation provided?
__________
□
□
If one complete set of documentation is not provided with the proposed
system, include the additional costs in section D, Cost Summary, and
attach a list of available documentation and cost.
C. Hardware
1. Maintenance
Is a maintenance agreement required? Yes □ No □
If no, what are the costs
Costs $
and hours of available service?
Hours
From what location would maintenance be provided?_______
Under the maintenance agreement—
Is maintenance support contracted to an
external party?

Yes □

No □

Yes □

No □

Yes □
Yes □

No □
No □

Yes □

No □

Yes □

No □

If yes, to whom?_____________________________
Is maintenance on a fixed-fee (monthly or
annual) basis?
If yes,
Does the fee include parts?
Does the fee include labor?
If no, is there a minimum charge per service
call and time?
Is preventive maintenance included?
Hours and frequency of service_________
What is the guaranteed response time
for problem calls?

Hours

What is the number of local service reps
and user sites?
R eps_____

Sites

Are there customer-assigned service
representatives?
2. Backup Facility
Is a backup facility available at no charge if
system failure extends beyond eight hours?
If yes, is the backup system compatible with
the proposed system?

Yes □

No □

Yes □

No □

Yes □

No □
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Location_______________________________________
Hours of availability______________________________
Number of other compatible systems users in the area.
Comments______________________________________

3. Warranty
Warranty period (Indicate when warranty begins and how long it lasts.)
Hardware__________________________________________________
Word processing software.
Is support available after warranty period
for software has expired?

Yes □

No □

If yes, how billed?____________________
Comments__________________________

4. Proposed Hardware Configuration
Processing unit
Model________________________
What year was it introduced?_______
How many units have been installed?.
Memory
Maximum

Proposed
ROM
RAM

________
________

KB
KB

Available user memory

Increment
KB
KB

KB
KB

KB

Power-failure recovery capability?
State additional memory requirements per device..

Yes □

No □

Disk storage
Model___
Capacity
Proposed

MB

Maximum

Type
Fixed
Removable
If fixed and removable, what is the split?.

MB
Yes □
Yes □

No □
No □

Printer
Model_______________________________
Speed_______________________________
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CPS/LPM

Char.

Inches

Line length _______
Vertical line spacing.
Character se t_____

_ LPl

Upper/Lowercase.
Print method____
CRT terminals
M odel__________
Screen size (inches)
Number of characters: per
Number of rows displayed.

Vert.
Row

Hor.
Col.

Ten-key pad?___________
Special or function keys?.
Movable keyboard?____
Maximum distance from CPU?
Maximum number supported
by proposed CPU

Local

Remote

5. Changes if volume grows by 50 percent over three years.
(Enter these costs in section D, Cost Summary.)
Changes Required/Costs
Processing unit

____________________

Disk storage

____________________

Printer

____________________

CRT terminals
Other

____________________
____________________

Total Costs

$

6. Operating Environment
State the operating requirements for the proposed computer configuration.
Environmental
Temperature range
Humidity range
BTU output

__________°F t o _______

°F

__________% t o _______

%
BTU/Hr.
Sq. ft.

Floor space required
Electrical
Power

hz
VAC
Number of protected (clean) lines required.
Type of receptacle_____________________

Noise levels
Printer rating
CPU
Disk medium
CRT terminals

V. amps

Decibels
Decibels
Decibels
Decibels
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Total Hardware Charges

(specify)

Freight
O ther__________________

Applicable taxes
Installation

Communications
Cables/Connectors

Terminal (one)

____________
____________

___ ________

____________
____________

Unit
Price
$ ____________

____________
____________
____________
____________
____________

Extended
Price
$___________

$

____________
____________
____________
____________ ______________________________
____________
____________
____________
____________
____________
____________

____________
____________
____________
____________
____________

Disk storage

Printer

Type/Qty.
____________

Description
Processor

1. Hardware Charges
Cost for
Upgrade
$___________

$

$

____________
____________
____________
____________
____________
____________
____________
____________
____________
____________
____________
____________
____________
____________
____________ _______________
____________
____________

$___________

Monthly
Maint.

Complete the following cost summary. (Assume that the hardware and software will be purchased.)

D. Cost Summary (Initial system and upgrade for growth)

D. Cost Summary (cont.)
2. Software Charges
Monthly
Maint.

Purchase
Price

Description
Word processing applications

$_

O th e r____________
(specify)

Total Software Charges

$_

3. Other Costs
Description

Cost

Off-site training during preinstallation
Conversion support*
Documentation
Training
Total Other Costs
4. Total Installation Costs
5. Estimated Costs
Site preparation
Annual insurance
Annual supplies

*Conversion support is not applicable in the case study of Commercial Realty
Corporation.
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Evaluating Vendors’ Proposals
Before any proposals were received from vendors, Pete made up a proposal
evaluation form to list and rate the significant aspects of each proposal according
to importance. The primary considerations were industry-specific experience of
the vendors, installation support, reliability, and price. A request for proposal
(RFP) was sent to ten vendors; replies were received from six. After all the pro
posals were received, Pete read each one completely, graded it by using a
predetermined scoring method, and calculated its total point value. (The process
for completing the proposal evaluation form is discussed on page 9.) Then total
point values for each proposal were compared in the overall evaluation to deter
mine the best system for Commercial Realty Corporation.
Exhibit 5 illustrates the evaluation of proposals. It indicates that vendors 2 and
3 appear most likely to satisfy Commercial Realty Corporation’s requirements.
Visits to and detailed investigations of these vendors would be the next step.
Forms used in the evaluation and a brief summary of vendor scores, strengths, and
weaknesses follow. These might be the basis for a report to Commercial Realty
Corporation.
Exhibit 5

Sample Evaluation of Proposals
I. List of Vendors
The following vendors were sent the RFP:
Name

Address

1.
2.
3.
4.
5.
6.
7.
8.
9.
10.
II. Vendors Responding to the Request for Proposal With Estimated Cost
The following vendors submitted responses to the RFP:
Estimated
Cost
Name
1.
2.
3.
4.
5.
6.
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$15,300
$13,066
$10,500
$13,500
$16,448
$16,600

III. Proposal Evaluation*
Vendor 2—(Name)
Ratings;

4-Outstanding, 3-G ood, 2-Fair, 1-Poor, 0 - Unacceptable
Factors

1. VENDOR’S CAPABILITY AND BACKGROUND
Understanding of requirements

Weight

Rating

Score

1

2

2

Completeness of proposal

1

2

2

Experience with similar industry

1

4

4

Experience with proposed software

4

4

16

Financial position

3

4

12

Organizational stability

4

3

12

References

2

4

8

Quality of professional staff
Subtotal

4

4

16
72

20

2. WORD PROCESSING SOFTWARE
SPECIFICATIONS
Ability to meet current requirements

10

4

40

Capability to customize software

3

4

12

Ease of use

3

4

12

Suitability of design and modularity

2

4

8

Flexibility of design

2

4

8

5

4

Quality and completeness of programs

25

Subtotal
3. EQUIPMENT PERFORMANCE
Suitability of hardware for applications

20
100

7

4

28

Capacity—current and future

3

4

12

Performance with respect to needs

2

4

8

Maintenance and support required

4

4

16
16

Reliability of equipment

4

4

Availability of equipment

2

3

6

Expansion capability

2

4

8

1

4

Operating system effectiveness

25

Subtotal
4. CONVERSION SUPPORT AND TRAINING
Quality of project plan and organization

4
98

3

3

9

3

4

12

Vendor’s commitment to education
and training

2

3

6

Compatibility of vendor and client

2

3

6

Quality of the acceptance test

2

4

8

Growth potential and flexibility

3

4

12

Ease of installation/conversion

Subtotal

15

53

5. GENERAL SYSTEMS
Extent of user documentation

4

4

16

Quality of operating manuals

4

4

16

Availability of backup procedures

4

4

16

Availability of work-measurement facilities

3

4

Subtotal
TOTAL (Add subtotals of 1 through 5.)
Quoted Price: $13,066
Cost-Value Ratio. $13,066

12

15

60

100

383

383 = 34.11

* The choice of factors and weights will depend on individual engagement situations. Those
shown in this practice aid are illustrations and should not be adopted as standards of
evaluation.
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IV. Vendors’ Scores, Strengths, and Weaknesses
The following is a discussion of the strengths and weaknesses of each vendor.
This analysis and the cost-value ratios were the factors used to recommend
vendors 2 and 3 for the final evaluation.
Vendor 1, (Name); Total Points: 290; Cost: $15,300; Cost-Value Ratio: 52.76
The proposal submitted was fair to poor. Several sections were not completed.
The processing unit is basically a computer with word processing software. The
speed of the equipment could be a problem. The price is high in relation to the
benefits.
Vendor 2, (Name); Total Points: 383; Cost; $13,066; Cost-Value Ratio: 34.11
This is a high-quality proposal, complete in all respects. Vendor 2 has excellent
equipment and a good reputation. Superior features distinguish the word pro
cessing software. Storage is on 8-inch floppy disks. The price is very competitive.
Vendor 3, (Name); Total Points: 289; Cost; $10,500; Cost-Value Ratio: 36.33
This is a good proposal, complete in all respects. Vendor 3 is a world leader in
word processing, with very good features, a good reputation, and an excellent
price. Storage is on 5¼-inch floppy disks.
Vendor 4, (Name); Total Points: 310; Cost; $13,500; Cost-Value Ratio: 43.55
This proposal was late due to a turnover in the sales force. The system is one of
the easiest to use, with an excellent word processing package. The price is very
competitive.
Vendor 5, (Name); Total Points: 325; Cost: $16,448; Cost-Value Ratio: 50.61
This is a good proposal. Vendor 5 has a good reputation. The equipment is easy
to use and easy to learn; it’s very user-friendly. Storage is on 5¼ -inch floppy disks.
The price is high in relation to the benefits.
Vendor 6, (Name); Total Points: 365; Cost; $16,600; Cost-Value Ratio: 45.48
This proposal was submitted late, with no good excuse. Vendor 6 is one of the
world’s leaders in word processing. The equipment and features are very ad
vanced for the marketplace. However, service can be a problem with this equip
ment. This is the highest-priced proposal received.

Selection and Follow-up
After the client agreed to narrow the selection process to the two vendors identi
fied by the evaluation process, meetings were arranged so that the vendors could
present complete demonstrations of their proposed systems to Pete, Cliff, and
members of Cliff’s word processing staff. Both demonstrations included the use
of actual data from Commercial Realty Corporation, and specific applications
were tested in each case.
Pete, Cliff, and Cliff’s staff then met to make the final selection. They chose the
vendor whose references were clearly better. Cliff and Pete met with the selected
vendor to discuss price, terms, and the implementation process as well as the
contract terms. Pete insisted on a written implementation schedule and commit
ment of personnel from the vendor and from his client.
Periodically thereafter, Pete met with the vendor and with Commercial Realty
Corporation to monitor progress on the installation and management of the
system.
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